> In the Loop

January 12, 2009

As part of the Systems Improvement Process (SIP), our two labor unions requested, and
management agreed, to do a review of the Employee Services (now called Human
Resources) unit. Member of the Supervision and Oversight work group of the SIP
developed the goals for the review. The work group was concerned that employment-
related investigations conducted by OY A were not conducted in a timely manner, were
not objective, and were not thorough. The work group wondered whether the staff in
Human Resources had the right training and expertise to do the investigations.

The SIP work group recommended that managers, represented staff, and labor
organizations develop expectations for the human resources function at OYA. It further
recommended that OY A obtain the services of a third party to review the human
resources functions to determine whether OYA’s current functionality meet those
expectations.

We formed a committee of labor representatives and managers, including our Human
Resources manager Belinda Teague, to develop performance expectations for Human
Resources and a plan for the third-party review. The committee met several times and
out of that work came the Human Resources values and principals that we shared with
you last fall. In addition, the group developed the framework for the third-party review.

The committee agreed that the review team members needed to be experts in human
resources skills as they pertain to Oregon state government and to 24/7 institutional
work. We asked the Department of Administrative Services (DAS) to lead this effort. A
team of six people from DAS and the Department of Consumer and Business Services
conducted the review.

Their findings do not surprise me: To do an adequate job of providing comprehensive
services to a 24/7 agency with about 1200 employees, Human Resources needs more staff
and more training. The report from the external group is quite technical and detailed, but
I want to share it with you. It is attached.

In conclusion, | want to express my gratitude to Dan Ferguson, our SEIU local President,
and Rick Hayden, our AFSCME local President, who worked hard throughout the SIP
process and on the committee that helped Human Resources develop their values and
principles. | also want to express my gratitude to Belinda Teague, our Human Resources
manager, who has brought to OYA a fresh perspective about human resources work and
who has began the process of establishing trust in that part of our agency.
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Oregon Youth Authority Employee Services Review
I. SCOPE OF REVIEW

A team from the Department of Administrative Services (DAS) and the Department of Consumer and
Business Services (DCBS) conducted a review of human resource-related processes and practices of the
Employee Services (ES) office of the Oregon Youth Authority (OYA). The team examined: a) the
structure and functions of ES, b) complaint response, ¢) recruitment, d) classification, €) Family Medical
Leave and Americans with Disability Act (ADA) administration, f) human resource files and audit
reports, g) human resource policies, and h) human resource training.

Review Team Members

Team Lead: Cindy Forest, Senior HR Management Consultant, DAS

Diana Peccia, HR Auditor, DAS

Mia Bullock, HR Classification and Compensation Consultant, DAS

Art McCurdy, State Labor Relations Manager, DAS

Deb Bogart, Risk Management Operations and Policy Analyst, DAS

Amy Hilgemann, HR Analyst 1, Department of Consumer and Business Services

Peeeee

. SUMMARY OF RECOMMENDATIONS

After extensive review of the human resource-related processes in Employee Services, the review team
concludes that in general, the staff members of ES know the functions and duties of a human resource
office and do their best to manage those functions and duties. The ES staff face several challenges, not
the least being most of the ES staff are new to OYA. Other challenges include: managing an
overwhelming and increasing investigation workload; the uniqueness of managing a human resource
program in an institution operating 24 hours a day, seven days a week; and providing services to a
variety of youth correctional facilities and parole and probation field offices located in various
geographic regions. Additionally, ES reportedly does not have a good reputation with the two unions
serving the represented staff of OYA.

The new ES manager invited the review team to look at the human resource-type processes of OYA
from a neutral perspective and make recommendations to help ES improve its processes, overall
functionality and reputation.

Below is a brief summary of the review team’s recommendations for ES. Subsequent sections of the
report contain detailed information. Specific recommendations are in bold letters.

e Increase staffing levels by four full-time employees and one half-time employee
and reclassify one position upward.

e Change the reporting structure and organization of duties.

e Create and document human resource-related processes.

e Provide training to managers and employees on relevant human resource-related
topics.
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lll. STRUCTURE AND FUNCTIONS OF EMPLOYEE SERVICES

About the Oregon Youth Authority

The Oregon Youth Authority (OYA) is the state juvenile corrections agency. OYA incarcerates youth
who cannot safely live in the community, and provides supervision and treatment opportunities to youth
offenders in all Oregon counties. In addition to juvenile court commitments, OY A can have physical
custody of young offenders who commit crimes while under age 18, are convicted in adult court after
jurisdiction or statutory judicial waiver or Measure 11 charge, and are in the legal custody of the Oregon
Department of Corrections. OY A may retain custody of these offenders up to age 25. The mission of
OYA is to protect the public and reduce crime by holding youth offenders accountable and providing
opportunities for reformation in safe environments.

Employee Services Organizational Structure and Function

The Oregon Youth Authority’s Employee Services (ES) office provides human resource services to the
staff of OYA’s youth correctional facilities (facilities), transitional programs and parole and probation
offices (field offices.) The manager of ES reports directly to the assistant director of Business Services,
as do four other managers. The ES manager meets with and has direct access to the OYA director.

Reporting to the ES manager are, one Principal Executive Manager (PEM) D, three Human Resource
Analyst (HRA) 3s (one vacant), one HRA 2 and one Executive Support Specialist 1. Directory reporting
to the PEM D are: one Safety Specialist 2, two HR Assistants and one Office Specialist (OS) 1 (vacant).

PEM D The PEM D functions as the assistant manager of Employee Services; responds to the needs of
the ES Manager; provides management level support for the managers in the facilities and the field
offices; and plays an advisory role to the Human Resource Analyst (HRA) 3’s on complex human
resource issues.

The PEM D is ideally situated to coordinate all Employee Services functions. (Structure and Function
(S & F) Recommendation #1) The PEM D to supervise all HRA 2 and below positions with the
exception of the Executive Support Specialist. Managing these positions allows the PEM D to view
the overall office structure, monitor work for accuracy and quality, properly train employees, assign
clerical support work where most efficient, and correct insufficient performance.

(S & F Recommendation #2) The PEM D to triage complaints received in ES or forwarded from
the PSO office and determine appropriate action to take. For example: assign an HR Assistant to
correct complaints resulting from a clerical error; work with managers to conduct simple investigations;
and assign those complaints requiring higher-level investigations to the HRA 3s. Triaging complaints
will relieve some of the HRA 3 workload. The PEM D can analyze the complaints for patterns and
recommend to the ES Manager any agency-wide preventative or remedial actions that need to occur.

HRA 3s The HRA 3s function as HR managers in facilities and field offices; provide consultation to
managers; conduct investigations into employee issues; draft disciplinary actions and grievance
responses; and perform file audits. The HRA 3s time is lopsidedly spent in investigations, leaving little
time for prevention, training and coaching. Negative perceptions of HRA 3s perpetuate when facility
staff only see them responding to problems. The HRA 3s work days, nights and weekends to keep up
with the workload. Current staffing levels are insufficient to accomplish the full scope of HRA 3 duties.
Turnover in the ES office is common and HRA 3-level positions are difficult to fill. Without relief from
this type of schedule, it is predictable that turnover of HRA 3s will continue.
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(S & F Recommendation #3) Add two additional HRA 3 positions to relieve the excessive hours the
HRA 3s work, prevent burnout and reduce employee resignations in ES. Splitting the workload five
ways will enable the HRA 3s to spend more time at facilities and field offices for purposes other than
investigation and discipline. Relationships with staff will improve and the image of ES will change.
HRA 3s can investigate grievances and other complaints more expediently. HRA 3s can more quickly
address situations where an employee is duty stationed at home and law enforcement is not involved.
HRA 3s can spend more time coaching and training managers to prevent employment and behavior
problems with staff. They can spend more time training managers in making good hires. Increased
training and prevention will result in less potential for grievances and lawsuits.

HRA 3s should continue to report directly to the ES manager and have indirect reporting to the PEM D.
The ES Manager is frequently unavailable for consult, and the PEM D is the next-highest level of
authority. Currently, the HRA 3s primarily do investigations. To perform the full scope of HR-related
duties they need to continue doing investigations and responding to grievances and complaints, but also
need to focus on training, prevention, coaching and review and respond to DAS personnel database audit
reports (see Files and Audits Recommendation #16.)

HRA 2 The HRA 2’s primary duties are lead recruiter and classification analyst. The HRA 2 monitors
OYA’s positions and vacancies; monitors the position inventory control system report; clears double
fills as they occur; functions as lead for support staff; and writes OYA’s Affirmative Action Plan.
Because frequency in turnover is common in institutions, the recruitment portion of the job takes the
most time. Recruitments are backlogged frequently due to the time it takes to do a thorough recruitment,
and other delays such as lack of cooperation from some hiring managers, especially with providing
accurate position descriptions.

Classification work takes time and thought and the HRA 2 has little time to devote to this portion of the
job. OYA has a backlog of positions needing review. Doing both recruitment and classification work on
top of writing and maintaining the Affirmative Action plan creates a workload too large for one full-time
employee. As with the HRA 3s, burnout may occur and an inevitable turnover in the position.

(S & F Recommendation #5) Add one additional HRA 2 position. This will allow OYA to have a
full-time Classification Analyst and a full-time Recruitment Manager to meet the demands in both
areas. (S & F Recommendation #6) Assignh one HR Assistant as support to the Recruitment
Manager. (S & F Recommendation #7) Shift responsibility for the Affirmative Action Plan to the
Executive Support Specialist 1.

Since OYA has a higher position turnover than most agencies and usually has a backlog of recruitments,
a full-time Recruitment Manager can provide quicker turn-around on recruitments. The Recruitment
Manager can oversee recruitments running continuously and manage those requiring more in depth
analysis and time. The Recruitment Manager can work with managers in understanding their role in
recruitment and selection by providing in-depth training and guidance. The Recruitment Manager can
actively recruit potential employees through participation in career fairs. The Recruitment Manager can
analyze and update OYA’s current recruitment strategies to look throughout the state or country for
viable candidates.

Having one full-time Classification Analyst allows ES to work closely with OY A administration and
DAS in agency position management. The Classification Analyst can work with managers in
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understanding their role in the classification process and provide training, such as writing accurate
position descriptions. The Classification Analyst can clear any backlog of positions waiting for review.
Additionally, DAS is embarking on an update to an outdated classification system that may require an
investment of agency time to examine current positions. OY A will be well-suited to meet this
requirement with a full-time Classification Analyst in place.

(S & F Recommendation #8) Allow cross-training between the recruitment and classification
positions and assign a small amount of developmental HRA 3-level work for succession planning
purposes.

HRA 1 (S & F Recommendation #9) Add a half-time HRA 1 to enable Employee Services to create
and maintain accurate, written procedures for human resource-related functions of the office,
preventing clerical and procedural errors. For example, pattern a procedure book after one used at
DCBS (the ES manager has a sample). The HRA 1 can centralize Federal Family and Medical Leave
Act (FMLA) and Oregon Family and Medical Leave Act (OFLA) administration complying with State
HR Policy 60.000.15 Family and Medical Leave. This position should report to the PEM D. (S & F
Recommendation #10) Assign a small amount of developmental HRA 2-level work for succession
planning purposes.

ESS 1 This position should continue to report to the Employee Services manager. The ESS 1 schedules
meetings for the staff and takes minutes at meetings; maintains databases and provides statistics on
dismissals, grievances, the number of employees duty stationed at home, the Affirmative Action Plan
and the service recognition program; pays the bills for recruitment advertising; and provides some
clerical support to the Safety Specialist 2. (S & F Recommendation #11) Have the ESS 1 function as
a confidential secretary to the Employee Services manager, assist with collective bargaining, write
and maintain OYA’s Affirmative Action plan, and work closely with the Recruitment Manager on
affirmative action goals. (S & F Recommendation #12) Assign a small amount of developmental
HR Assistant-level work for succession planning purposes.

Safety Specialist 2 The safety coordinator function is relatively new to OYA. Prior to the position, safety
and workers’ compensation was a decentralized function in the facilities and field offices. A full
transition to utilizing the Safety Specialist 2 as a leader in safety management within OY A has not taken
place. (S & F Recommendation #13) Safety Specialist 2 to report to the Employee Services
manager. The Safety Specialist 2 manages OY A-wide safety program and needs support from
administration and higher-level accountability. Primary duties are managing OYA’s workers’
compensation program and organizing the safety program to monitor OSHA compliance. The position
manages the OY A Business Continuity Plan, chairs the OY A statewide safety committee, performs
security reviews (take 3-5 days each), attends several meetings, and coordinates TB tests, Hepatitis B
shots and documentation for each. The Safety Specialist 2 creates safety training and provides safety
training to managers when invited. The position gives input into safety policies but is not included in
safety policy-making decisions. The position does not control the budget and resources for the safety
office. The incumbent works days, nights and weekends to keep from falling behind.

(S & F Recommendation #14) Gain cooperation and support from management to allow the Safety
Specialist 2 to be the leader in safety management. Providing support and recognizing the Safety
Specialist 2 as the leader of safety management in OYA will help the agency meet minimum
requirements for written plans and assessments required by Oregon OSHA and allow more time devoted
to safety inspections, prevention, and training in facilities and field offices.
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Even at underutilization, the Safety Specialist 2 seems to have an overwhelming amount of work to
accomplish. Most energy is spent managing claims in lieu of developing and implementing prevention
strategies. (S & F Recommendation #15) Add one additional full-time Safety Specialist 2 to provide
the relief necessary to plan and manage an efficient and effective safety program in compliance
with Oregon OSHA standards.

The review team collected data compiled by DAS Risk Management on the last ten years of workers’
compensation claims to establish trend foundations. The data reflects heavy trends toward the following
sources of injury: youth takedowns, staff struck by doors, kitchen accidents, running and sports injuries.
The sources of injury are fairly unique to OYA, however, the types of injuries are in alignment with
other agencies. They include slips, falls, sprains and strains. The parts of the body most injured were the
back and joints, which is fairly typical of agency claims and aging workforce issues. In general, the
number of claims and claims costs are rising at OYA. There is also a rise in the amount of permanent
partial disability paid which is not seen in other agencies as a whole. Issues such as these cannot be
ignored nor can they be addressed solely by the Safety Specialist 2. (S & F Recommendation #16) Use
the DAS Risk Management Safety and Wellness Leadership Assessment Tool. The tool provides the
agency a way to develop a routine system of reviewing the agency’s safety goals and strategies and
actively support prevention efforts. DAS Risk Management can provide more information about the
tool.

HR Assistants HR Assistants should continue to report to PEM D for optimal office coordination. The
primary duties are clerical in nature, mainly to support recruitment and are divided between the
positions. The HR Assistants processes personnel action requests; assist with common, on-going
recruitments; answer the main contact phone number for recruitments; conduct fingerprint and LEDS
checks; file personnel and medical file documents; maintain the Form 1-9 file; receive and communicate
drug test results; and monitor the DAS monthly audit report.

(S & F Recommendation #17) The ES office may be served better by separating the functions for
each position. One HR Assistant can assist the HRA 2 in recruitments, leaving the second HR
Assistant for other clerical duties. Dividing the tasks in the manner mentioned below will produce
efficiencies in the roles.

One HR Assistant can provide support for the Recruitment Manager such as collecting applications and
entering data, arranging and tracking applicant drug testing and criminal background history checks and
assisting with career fairs. The position can collect and maintain hiring related data and documents such
as Employment Verification Form 1-9s and Equal Employment Opportunity (EEO) Forms. Ensure
correct completion of forms. Inform HRA 3s when inaccuracies are noted.

The second HR Assistant can provide support for Employee Services as a whole. For example, receive
personnel action requests and enter data into the statewide database, and respond to employment
verification requests and unemployment forms. The position should consult with the HRA 3s for
questionable personnel action requests. They should give copies of the DAS personnel database audit
report to the HRA 3s to address findings on the report then make corrections to the database at the
request of the HRA 3.

(S & F Recommendation #18) Assign a small amount of developmental HRA 1-level work to each
HR Assistant for succession planning purposes.
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OS 1 The Office Specialist 1 should continue to report to the PEM D for optimal office coordination.
The position is vacant and the duties distributed to other ES staff. The position is responsible for filing,
and responding to inquiries from employees and the public about specific HR related information and
services, directing inquiries as necessary, explaining or clarifying processes and procedures and
receiving incoming calls and routing to appropriate staff. However, it would be more useful to OYA if
the position were able to perform work the level of an OS 2. (S & F Recommendation #19) Reclassify
the OS 1 position to an OS 2. This will enable the position to perform technical work such as typing
correspondence, processing records and using judgment following established guidelines.(S & F
Recommendation #20) Assign a small amount of developmental Executive Support Specialist 1-
level work for succession planning purposes.

Summary The review team makes 20 recommendations surrounding increase staffing in Employee
Services and changing reporting and duty structure. The team believes these changes are an important
step in improving services provided by ES. Current staffing levels are insufficient to accomplish human
resource work for OY A much less meet the recommendations of the review team. Add four full-time
employees, one part-time employee and reclassify one position upward: two full-time Human Resource
Analyst (HRA) 3s, one full-time HRA 2, one half-time HRA 1, one full-time Safety Specialist 2, and
reclassify the full-time OS 1 to an OS 2.

Service will decline if Employee Services stays at the current staffing levels. At best, services will be
status quo. Workload is excessive for the HRA 3, HRA 2 and Safety Specialist 2 positions. If there is no
relief, Employee Services will not retain staff. ES will remain in a continuous loop of recruiting and will
never achieve full staffing level.

In addition to adding staff, restructure duties to optimize efficiencies. If duties are not restructured,
human resource-type services will continue to operate at the same level of service or service will
decrease. Delays will continue to occur and any inefficiencies and errors will perpetuate.

(See Appendix A Recommended Organization Chart)
(See Attachment B Recommended Employee Services Duty Structure)
IV. COMPLAINT RESPONSE

Employee Services (ES) is responsible for a variety of complaint processes, notably union grievances,
BOLI complaints, tort claims and lawsuits, unemployment claims, complaints about represented
employees and complaints about managers. The complaint processes have different time requirements,
as well as investigative and other procedural differences.

Complaints Employee Services receives written or verbal complaints from multiple sources, depending
on the particular complaint procedures. Complaints come from through internal procedures, such as
union grievances or the Professional Standards Office (PSO), and procedures external to the OYA, such
as BOLI or other legal process (via DAS Risk Management). Further, internal complaints are received at
several points in the OYA, for example, the Director’s Office, ES office, PSO, facilities or field offices.
The receipt of complaints from multiple sources requires close attention to processes for logging in and
correct date stamping for receipt of complaints, which affects when responses are due. Attention must be
paid to ensure the complaint is received by the appropriate person for response without delay so
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response time is not “lost.” Upon receipt, ES enters the complaints into a database (Fox Pro). The
database provides easy reading, report writing and the capacity to track complaints and decisions at each
step of the process. ES tracks BOLI complaints, tort claims and lawsuits similarly. The HRA 3s respond
to the complaints according to their assigned coverage area.

Grievances ES receives union grievances via fax, or hand-delivery to an ES mailbox located at the
second floor reception area of the central OY A office. ES enters grievances into a database upon receipt
and creates a hard copy file under the employee’s name. (Included also in the database are grievance
extensions (entered inconsistently) and a summary of the final response.) If the employee has an existing
file, ES places each grievance in the same file in a separate section after a tab dating each grievance.
(Complaint Response (CR) Recommendation #1) Create a new hard-copy file for each grievance
to remove the perception the prior grievance history influences the analyst’s response. The review
team noted ES does not purge all grievance files regularly so separating grievance files will make
purging easier and keep files compliant with Collective Bargaining Agreement (CBA) requirements.

The HRA 3s ensure grievance investigations and processes are according to CBA requirements. The
HRA 3 assists the supervisor in responding Grievances received at Step 1, if the HRA 3 is notified.
Otherwise, the HRA 3 handles all grievances. Some time delays occur in investigating and responding to
grievances requiring a grievance extension. While the unions complain about the length of
investigations, the ES staff noted the contractual fifteen days for response to a grievance is too short
given contract language that there must be a meeting at either party’s request. As a result, there is a need
to request extensions to the time limit (sometimes multiple times). Usually the union grants extension
requests, occasionally it does not.

Investigations Complaints and issues requiring investigation come in daily and the investigations are
time consuming. HRA 3s generally investigate complicated issues in person. For simple issues, the HRA
3 coaches the manager to conduct initial investigatory meetings with employees when possible.
Generally, managers have no formal investigation training. Therefore, the HRA 3 must go through the
steps of investigation each time with the manager. When a manager is unable to handle a simple
investigatory meeting, the HRA 3 conducts the meeting.

The time it takes to conclude an investigation is a common complaint raised by the unions. The review
team notes that the sheer volume of complaints and grievances filed significantly impact the HRA 3s
ability to conclude investigations and respond to complaints quickly. Investigations can take several
weeks or months to complete. The ability to respond quickly depends on factors such as the kind of the
complaint, the need to involve law enforcement and law enforcement’s ability to investigate rapidly, and
if the complaint is a joint investigation by the PSO and ES. The amount of time consumed reduces the
amount of time the ES staff can devote to other responsibilities.

Complaints involving employees duty stationed at home creates urgency for OY A due to the significant
cost of placing an employee on paid leave while investigation occurs. The agency must temporarily fill
the workload gap left by the employee. Investigations must be expedient but many, especially those
involving law enforcement, generally experience long delays. The agency often has a high number of
employees duty stationed at home pending investigations. Earlier in 2008, the number was significantly
high so the agency temporarily hired a former DAS Labor Relations Manager to finish investigations
and return the employees to work or terminate employment. Presently, the number of employees duty
stationed at home during investigations continues to increase. Because workloads continue to be high,
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investigations are backlogged again, lengthening the time needed to complete investigations and respond
to complaints.

(CR Recommendation #2) Employee Services to conduct formal training on complaint and
grievance investigations to reduce the amount of time needed to coach managers.

(CR Recommendation #3) Add two HRA 3s to reduce the investigation workload and spread
workload around. (See S & F Recommendation #3.) This also will permit HRASs to devote more time
to non-investigative duties and provide services to the local institutions.

(CR Recommendation #4) PEM D to triage complaints received in ES (see S & F
Recommendation #2) to increase efficiency in coordinating investigations.

(See other recommendations for additional staff and restructure of duties in Section 111 Structure and
Function of Employee Services.)

Professional Standards Office (PSO) The PSO, created in 2006, results from a court case. The PSO
office consists of a manager and an assistant who oversee a hot line. The PSO and its “hot line” were set
up to ensure nothing fell through the cracks for youth complaints or safety. The hot line is on the OYA
Website. Youth and staff receive the hot line phone number and are encouraged to use it to report
complaints.

PSO Complaints and Investigation The PSO office receives all types of complaints, many outside the
scope of the PSQO’s original purpose. Complaints received by the PSO are reviewed by the PSO manager
who determines who should respond to the complaint. The PSO investigates some complaints while
managers and ES investigate others and some investigations occur jointly. The receipt of complaints and
forwarding of those appropriate for ES to investigate requires a significant degree of coordination
between the PSO and ES. If the PSO manager determines ES should respond to a complaint, the PSO
manager forwards the complaint directly to the appropriate HRA 3. All parties intend to complete
investigations quickly. Number and type of investigation, number of witnesses to interview, schedules to
coordinate, and law enforcement involvement inhibits rapid investigation.

The PSO receives complaints about employee conflicts, and employee and management conflicts that
are unrelated to the youth and their safety. This seems an unnecessary burden for the PSO office when
ES must address this type of issue. Additionally, PSO received a grievance, which it forwarded to ES.
However, by forwarding the grievance the grievance was inadvertently accepted. Filing grievances with
the PSO is inappropriate procedurally. The practice can cause procedural flaws and arguments with the
union about whether OY A followed contract provisions. It is important to preserve compliance with the
CBA provisions on grievance filing and meeting the contractual timelines.

(CR Recommendation #5) The PSO should return to the senders all grievances received with a
statement that the grievance was misfiled under the contract. If the OYA Director prefers to allow
the PSO to accept grievances on the Director’s behalf then the Director must clarify such with the
union and OYA and implement appropriate procedural measures to ensure management meets its
contractual obligations in a timely manner.
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Expanding beyond the original purpose of the hot line and the PSO affects investigation response time
and the workload of the PSO. The review team is concerned the system will become ineffective if the
PSO receives and processes all complaints.

PSO Training Materials Training materials given to staff and youth about PSO are orderly and explain
the reporting process. A section of the PSO materials called “How to Report” is the statement: “Staff:
Ideally, reports of illegal or unethical behavior by OY A staff should be reported to your immediate
supervisor. (See Policy # 1-#-1.0 Sensitive Issue Reporting) However, the responsibility to report is
greater than the responsibility to follow the chain of command. Therefore, reports of illegal or unethical
behavior can be reported directly to a superintendent, program administrator, other managers, any
member of the OY A Executive Team, or to the Professional Standards Office (See ‘How to File a
Complaint Section’).” The review team notes that ES is conspicuously missing from the list of whom
staff should report illegal or unethical behavior. Perhaps some of the impression that employees do not
trust ES staff and are hesitant to report illegal or unethical behavior has something to do with the
exclusion of ES from OYA’s own materials. (CR Recommendation #6) Include Employee Services in
the PSO materials as a reporting avenue for staff’s illegal or unethical behavior.

PSO and ES Databases The PSO staff log all complaints into a system called AIM (Administrative
Investigation Management). The system allows complex data entry to record all complaints. The system
can generate letters and reports, attach a variety of evidentiary documentation (including pictures, audio
and video files), allow entry of notes from investigations, referral of complaints to others for
investigation and send e-mail reminders of timelines. The system features a monitor to provide an early
warning alert for complaints filed repeatedly against an individual or by an individual. The system
notifies the user when response is due and has a security feature that allows the PSO to control who sees
information on the reports.

ES address a variety of complaints through varied processes dictated by the type of complaint.
Additionally, complaints come to ES from multiple sources. Ensuring compliance and timeliness
requires diligence. To track the various complaints ES uses several databases in a system called File
Maker. The PSO’s AIM system is more sophisticated than the File Maker system. The AIM system is
capable of efficiently meeting ES needs, including integrating all the separate databases into a single
database. Additionally, the system can automatically generate notice to an employee of a pending
investigation (as required by the CBAs). The maintenance of two data base systems (AIM and File
Maker) increases the need for monitoring coordination between ES and PSO. This can be reduced if an
integrated database were used by both PSO and ES. For example, maintenance of separate databases
requires greater manual data entry since some information must be entered into two systems. This
creates more difficulty in producing reports using data from different databases. A single integrated
system can improve case management and consistency in handling cases. The ES manager is willing to
explore the potential to use the AIM system for ES purposes. (CR Recommendation #7) The review
team recommends that ES look seriously and soon at using the AIM system for ES purposes.

Summary The review team makes seven recommendations of how ES can address complaints in OYA.
Recommendations include increased staffing levels, changes in assigning complaints, process changes,
changing methods of documenting complaints, training for managers, and including ES in PSO
materials as a reporting option for staff. Increasing ES staffing levels will balance the investigation
workload by distributing it among more staff. Balancing the investigation workload will provide ES
staff time to train managers in prevention techniques. This training will in turn reduce problems in the
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workforce, thus reducing the need for investigations. Including ES in PSO training materials will show
ES and PSO as unified in their approach to resolving complaints.

Without making changes, investigations will continue status quo. Staff will continue to have an
unmanageable workload. Eventually it will result in more complaints, grievances, potential lawsuits and
staff turnover.

V. RECRUITMENT PROCEDURES

OYA conducts a variety of recruitments including those for represented (SEIU and AFSCME),
management and executive service staff. Turnover in OYA is high resulting in the need for streamlined
recruitment processes and an orderly filing system. The review team looked at the files and processes for
OYA recruitments. Recommendations are below.

Recruitment Files Employee Services maintains one file for recruitments and one file for recruitment
announcements. Employee Services files all recruitments by classification but not in order by date. This
made it difficult for the review team to locate specific recruitment files. The review team selected at
random thirty-two (32) recruitments files for review. Twenty-one (21) of the 32 files were located and
there were no check out cards to identify the location of the missing files. Specific components reviewed
included: requests to fill positions; position descriptions and organization charts; Certificate of Eligible
Applicants (Cert) list requests; completed Cert lists; general documentation; purging; and recruitment
announcements.

Request to Fill The recruitment files include Request for Certificate of Eligibles, Request(s) to Fill,
Flash (internal) Announcements, and Certificates of Eligible Applicants (Certs). Employee Services uses
a standard “request to fill” form that indicates the position or positions vacant for recruitment, the
employee who vacated the position, and signatures of the requesting manager and appropriate assistant
director. This document is proof that a formal request was made for a recruitment. However, the request
to fill forms did not always include all positions recruited for or establish whether it would be used for a
doublefill or underfill situation.

Position Descriptions and Organization Charts The review team was unable to determine whether
position descriptions (PD) were used to draft announcements or whether organization charts were
obtained or requested. The DAS Recruitment Manual Chapter A-1 requires an updated copy of the PD
accompany the request to fill. Note: The HRA 2 told the review team that hiring managers inconsistently
provide PD and organization charts. Additionally, the PDs and organization charts received are often
poorly written or incorrect.

Requesting Cert Lists The agency uses separate requests for Cert lists for management service, SEIU
and AFSCME. Requests for Cert list inconsistently indicate who requested the list or who processed the
recruitment. Also, the requests do not indicate the sequence in which required lists are pulled. The DAS
Recruitment Manual Chapter D-28 requires agency follow a specific order of lists to be pulled and used
prior to posting a vacancy. Note: The HRA 2 said ES does pull required lists prior to filling vacancies.

Dispostioning Cert Lists Dispositioning a Cert list means each name on the list has information
indicating if they were hired for the position or not. Dispositioning occurs after the recruitment is
complete. The review team found that not all Cert lists are dispositioned. Note: the HRA 2 reports that
hiring managers inconsistently return dispositioned Cert lists.
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Documentation The review team found the following: two recruitments had no documentation indicating
who was hired; two employees hired were not on a Cert list; documentation was found for one person
hired even though a position had multiple recruitments; one request to fill a position was received and
multiple positions were filled. Neither the request to fill nor the request for a Cert list indicate any
advertising was requested other than agency’s flash announcement process. No indication when a flash
announcement should be used.

Purging Employee Services does not appear to purge files routinely.

Recruitment Announcements Recruitment announcements were reviewed for components of OAR 105-
04-0010 (1)(b)(A) including: announcement number, class title and number, salary, minimum
qualifications, working conditions, how and where to apply, announcement open and close dates,
working title, public disclosure statement, duties and responsibilities, and the selection method such as
test, meets minimum qualifications (MQs), random, etc. Recruitment announcements contained all
elements listed as required in the DAS Recruitment Manual, Chapter A-3 through A-7. For
announcements “Open Until Further Notice”, updates such as change in compensation rates, extensions,
etc. were not indicated.

Other Employee Services uses stickers to identify when a criminal background check is required or
OYA must interview all applicants on the list. The system helps ES easily identify critical steps in the
recruitment process.

(Recruitment Procedures (RP) Recommendation #1) Develop a filing system that creates a file for
each recruitment request and holds all related documents, and a checklist or tracking system to
account for all documents. The tracking system should include each part of the recruitment process
such as date of request, position(s) requested to fill, receipt of position description and organization
chart, duration the recruitment announcement was open, specific city or cities where the vacancy is
open, etc.

(RP Recommendation #2) Expand on the request to fill document to include the name of the
candidate selected for hire, the date of the job offer or the official hire date, an area to note
revisions or extensions made to the job announcement, any types of advertising requested, and
how the position will or can be filled. These revisions will help provide complete information
contained in one place.

(RP Recommendation #3) Document from which list employee are hired and maintain proper
documentation in the file for positions filled with employees not on the Cert list.

(RP Recommendation #4) Set up a system to comply with purging requirements in accordance
with policy, OAR and CBAs.

Recruitment Procedures There is a lot of employee turnover at OY A so recruitment is continuous. OYA
has procedures for requesting and filling positions that rely on coordination between ES and hiring
managers. Managers send all requests to fill a position to the HRA 2. The HRA 2 determines if more
information is needed and to whom to assign the recruitment. The HR Assistants share responsibility for
common recruitments such as Group Life Coordinators. The HRA 2 does recruitment for all other
positions. The HRA 2 defines the advertising strategy for all positions and places advertisements.
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Oregon Youth Authority’s recruitment procedures require the HRA 2 to draft a recruitment
announcement, test questions and criteria, and send them to the hiring manager for review prior to
posting to the state and agency job pages. When recruitments close, ES collects and evaluates
applications for qualification and answers to test questions. ES enters applicant information into a
database. The database generates a list of certified eligible applicants (called a Cert list). ES sends the
Cert list to the hiring manager. The hiring manager arranges interviews at the facilities and field offices.
ES arranges for interviews with the director’s office.

At this point in the process, ES’s involvement is limited. ES reviews interview questions or provides
coaching at a hiring manager’s request. Generally, the hiring manager completes reference checks at the
facilities and field offices. (The review team notes that most managers do not receive training to write
interview questions, interview candidates or conduct reference checks.) After completing reference
checks and prior to making a job offer, the hiring manager should contact ES to verify salary
information. Only some managers call ES. Hiring managers must complete the Cert list documenting the
decision and return the list to ES. Many hiring manager are slow to return the Cert list to ES, if they
return the list at all. When and if ES receives the Cert list, ES enters the information into the database.

The review team reviewed recruitment procedures for the Group Life Coordinator (GLC) positions
because of the volume of turnover within the classification and because the recruitment announcements
are always open. The HR Assistants use set recruitment announcements and test question templates for
Group Life Coordinator positions. The HR Assistants review groups of applications on a periodic basis.
They evaluate the applications for minimum qualifications and test question responses and enter the
qualified applicants into the database.

OYA frequently underfills GLC 2 positions with GLC 1s after the GLC 2 list is exhausted. Note: This
generally happens in the more rural locations where they have difficulty establishing qualified applicant
pools. OY A does not specifically recruit for GLC 1 or temporary positions, although the current
announcement does offer the underfill option. If an applicant does not qualify as a GLC 2 they are
placed on a GLC 1 or temporary list. After six-months, the underfill employee meets the experience
requirement for a GLC 2 and the position reclassifies automatically to a GLC 2 position.

(RP Recommendation #5) Provide regular training to managers on the interview and selection
process. This training should include training in appropriate interview techniques, writing
interview questions, reference checking, and letter writing. Provide training to hiring managers on
completing and returning Cert lists.

(RP Recommendation #6) Examine current recruitment processes and evaluate for efficiencies.

(RP Recommendation #7) Write a recruitment manual and create checklists to ensure all
processes are complete. Written processes will aid hiring managers in knowing their role in the
recruitment process.

Recruitment management takes a great deal of time. OYA has a higher than average turnover as is the
nature in institutions. Recruitments are frequently backlogged and the HRA 2 manages both recruitment
and classification. (RP Recommendation #8) Add one additional full-time HRA 2. One HRA 2 can
manage recruitment and one can manage classification work. (See S & F Recommendation #5.)
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Summary The review team makes eight recommendations to improve documentation and recruitment
processes. ES would benefit greatly from writing a recruitment procedure manual and creating
procedural checklists to ensure all steps of the recruitment process are complete. As stated in other
sections of the report, training to managers is needed as they are an integral part of the recruitment and
selection process. Failure to make changes to the recruitment process will mean OY A continues to have
untrained managers conducting interviews and reference checks. This creates a potential for lawsuits and
grievances. Without having written procedures that aid in accountability, required steps in recruitments
will continue to be missed.

VI. CLASSIFICATION

The review team interviewed the HRA 2 responsible for classification and examined classification
requests submitted by OYA to the DAS Classification and Compensation Unit. The HRA 2 does all
OYA position analysis for appropriate classification and participates in class studies conducted by the
DAS Classification and Compensation Unit.

Prior to conducting a position analysis, the HRA 2 must have a current, accurate position description for
the position being analyzed and an organizational chart. Next, the HRA 2 compares the position
description to statewide classification specifications. The classification that most closely matches the
position description is selected. The HRA 2 reviews the organizational chart to see where the position
fits in order to determine the appropriate service type (i.e. management, supervisory.) At this point the
HRA 2 writes a written analysis that supports a reclassification or supports keeping the position in its
current classification.

The HRA 2 completes position analysis in response to a manager’s belief that a position should be in a
different classification or an employee believes their position is in a different classification (called
reclassification requests.) The Collective Bargaining Agreements and statewide policy dictate response
time for reclassification requests.

OYA has a large number of positions needing review. Currently there is a backlog. The HRA 2’s time is
split between classification and recruitment work. (Classification Recommendation #1) Add one
additional full-time HRA 2. One HRA 2 can manage classification and the other can manage
recruitment. (See S & A Recommendation #5 and RP Recommendation #8.)

Challenges faced by the HRA 2 are incomplete and inaccurate position descriptions and a lack of
organizational charts and understanding of the state classification specifications. A lot of time is spent
working with managers to update position descriptions and waiting for an organizational charts. The
HRA 2 faces frequent challenges by managers and employees who believe positions should be a higher
level than what the analyst determines the work to be. Managers complain and are argumentative with
the HRA 2 if the analysis doesn’t support the reclassification request. A lack of understanding about the
classification process feeds into this behavior.

(Classification Recommendation #2) Provide training to managers in classification analysis and
writing position descriptions. A better understand of the classification process by managers may foster
cooperation.

The team reviewed requests submitted to DAS for reclassifications of 19 positions. The position analysis
seemed to follow a logical thought process. The review team agreed with 15 of the 19 and disagreed
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with four analyses, all Principal Executive Managers. The review team notes that PEM positions are
difficult to analyze. (Classification Recommendation #3) The HRA 2 should seek guidance from the
DAS Classification and Compensation Unit on assessing PEM positions.

Summary The review team makes three recommendations to improve the classification process in OYA.
While the review team agrees with most analysis completed by the HRA 2, the backlog must be
addressed. Having one full-time HRA 2 working in classification will alleviate this concern. Providing
training to managers on the classification process and writing accurate position descriptions will relieve
the hours spent going back and forth with managers to obtain accurate position descriptions, and will
improve relations with managers.

Failure to address the issues noted in classification will mean OYA will continue with backlog and lack
of cooperation and support for accurate analysis.

VII. FAMILY AND MEDICAL LEAVE AND ADA ADMINISTRATION

Family and Medical Leave Procedures Because there is no discernable process for Family and Medical
leave administration, the review team is unable to determine if OYA is compliant in all cases with state
and federal law and State HR Policy 60.000.15 Family and Medical Leave. Family and Medical Leave
designation letters in some medical files suggest OY A makes an effort to comply.

Historically, the personnel coordinators and managers in the facilities and field offices and the managers
have been responsible for Family and Medical Leave administration. It is not apparent that training is
provided to managers or employees in Family and Medical Leave.

Recently the HRA 3s have taken over the administration of Family and Medical leave in some facilities.
The HRA 3 goes through the steps of administering Family and Medical Leave when requests for leave
are reported to ES. It is unknown if managers report all Family and Medical Leave requests to ES or if
employees are requesting Family and Medical Leave. OYA is starting to utilize the employee
information packets and letters DAS provides on the DAS Human Resource Service Division Website.

The review team is concerned because some records related to Family and Medical Leave are kept in the
facilities and field offices rather than being sent ES. When records are sent to ES they generally are not
sent through secure mail. Federal law dictates that all medical records be kept in a secure file separate
from the personnel file.

(Family and Medical Leave and ADA (FLA ADA) Recommendation #1) Provide training about
Family and Medical Leave to managers and employees.

(FLA ADA Recommendation #2) Create a procedure for administering Family and Medical leave.
Ensure the procedure is complaint with State HR Policy 60.000.15. Pattern letters and employee
information after the tools provided on the DAS HRSD Website for Family and Medical Leave
administration.

(FLA ADA Recommendation #3) Create a method to track Family and Medical Leave use.

(FLA ADA Recommendation #4) Ensure all Family and Medical Leave records are sent to ES to
keep in a secure medical file.
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Requests for Accommodation If employees do not request accommodation directly from ES, ES must
rely upon mangers from the facilities and field offices to report requests. HRA 3s guide managers in
responding to requests and providing accommodation to employees when appropriate. No formal
training is available to managers on handling accommodation requests. OY A has an accommodation
policy but no procedures for assessing accommodations. However, OYA is remedying the situation.
Currently, OYA is working in partnership with the Department of Justice to create forms and a process
for handling accommodation requests. Once approved OY A will roll them out to managers.

(FML ADA Recommendation # 5) While waiting for the process and forms be implemented in
OYA, train managers to contact ES when employee’s make requests for accommodations.

Summary The review team makes five recommendations all of which help with compliance. Family and
Medical Leave and ADA Administration requires diligence on the part of ES and all managers to ensure
compliance with federal and state law and state policy. OYA is taking steps to improve processes in
ADA requests. ES needs to concentrate efforts on Family and Medical Leave. The lack of a formal
process to respond to requests for or system to track Family and Medical Leave in OYA can lead to
fines and lawsuits. Failure to follow secure mail procedures can result in employee information being
illegally exposed to those not authorized to view the information.

VIIl. HUMAN RESOURCE FILES AND AUDIT REPORTS

The review team looked at a sample of the following types of human resource files: personnel, medical,
Employment Verification Certification (Form 1-9), EEO Self-Identification Form and Recruitment. The
recruitment file review is in the Recruitment section of this report. In addition, the team looked at
donated and hardship leave processes, resignation processes, security and transportation of files, and the
OYA process to review DAS audit reports generated from the personnel database. The results of the
above review and recommendations follow.

Personnel Files The maintenance and organization of the personnel files is generally good. The review
team noted issues with the following: the personnel files contain some documents that do not belong in
the personnel file (i.e. Equal Employment Opportunity Forms); files are not routinely purged;
Emergency Contact forms are not update consistently; Social Security Numbers are located on the
outside of the files; files are contained in locked rooms but the file cabinets are not routinely closed and
locked; OYA uses out-dated temporary appointment and extension forms; and file check out cards are
not used routinely. Additionally, the review team has concern about facilities and field offices keeping
duplicate and unnecessary personnel files.

(Files and Audits (F & A) Recommendation #1) Follow State HR Policy 10.011.01 Employee
Personnel Records, and applicable collective bargaining agreement language for appropriate
content and purging schedules of personnel files.

(F & A Recommendation #2) Update emergency contact forms annually.

(F & A Recommendation #3) Remove Social Security Numbers (SSN’s) from the outside of files
and discontinue the practice of labeling files with SSN’s.
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(F & A Recommendation #4) Use current forms for temporary appointments and extension of
temporary appointments per State HR Policy 40.025.05 Temporary Appointments.

(F & A Recommendation #5) Routinely use file check out cards. Close and lock file cabinets when
ES staff are not present.

(F & A Recommendation #6) The Director of OYA must decide if OYA needs to store or how they
want to store copies of information such as position descriptions, performance appraisals and
disciplinary actions in the facilities and field offices. A manager’s working file can be used for that
purpose rather than a duplicate personnel file. Any duplicate information at facilities and field offices
must be stored in a locked file and are subject to the same inspection requests and retention schedules as
they are for the official personnel file.

Medical Files The review team reviewed ten medical files. The maintenance and organization of the
medical files is good. The medical files mainly contain information about workers’ compensation and
family and medical leave. One employee’s file contained medical information about the employee from
another agency.

Of concern is the practice of facilities and field offices keeping originals and duplicates of medical
information. Employee Services was accused in the past of loosing information sent to them from
facilities and field offices, hence the practice.

(F & A Recommendation #6) Do not request medical files from or send them to other agencies.
Use the DAS “Request for Personnel Folder and Employee Information” form. Using this form
will ensure OYA only requests appropriate information. Use the form as a guideline when sending
employee information to requesting agencies. Agency at injury houses workers’ compensation claim
materials and family and medical leave information are kept only at the agency where the entitlement is
granted.

(F & A Recommendation #7) Discontinue the practice of keeping duplicate medical files in
facilities and field offices. Facilities and field office must send all medical information by secure
mail to Employee Services as it is received. Statutorily, medical information must be kept in a
separate, secure file and medical information should not be duplicated. Managers may keep copies of
family and medical leave designation letters that are carbon copied to them, but no other medical
information. Any restrictions on an employee’s work may be noted (not photo copied) and placed in a
supervisor’s working file and purged when the restriction expires. The same applies to ADA and
workers’ compensation information.

(F & A Recommendation #8) Employee Services must address past concerns that ES lost
information sent to them by managers. Establish a system for accounting for information sent to
ES. For example, use a checklist or a log to record sent and received information from facilities and
field offices to ES.

Form I — 9 Review The review team randomly selected the Form 1-9s of 25 employees from a list of
agency new hires, separations and transfers from September 1, 2007-September 1, 2008. Five were
complete and complied with federal guidelines, three were missing, and the remainder had an 80% error
rate. Errors included: no start date listed, no signature, initials instead of signature and no date for
completing the form. When a start date is not listed, it can be concluded that the Form 1-9 was not
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completed within three days of starting employment as federal law requires. Employee’s not producing
appropriate documentation within three days of start, must be dismissed immediately, also per federal
law. OYA is subject to fines from the federal government for incomplete, inaccurate, missing or altered
Form 1-9s.

Security of Form 1-9s in facilities and field offices is a concern. Form 1-9s are often faxed to ES and the
originals kept at the facility or field office. Often Form 1-9s are sent to ES from the facilities and the
field offices through the mail but not using secure mail as required by DAS statewide policy.

(F & A Recommendation #9) To reduce error rate provide training to all people who complete
Form 1-9s with new employees.

(F & A Recommendation #10) Facility and field office personnel coordinators must, upon
completion immediately send all Form 1-9s to ES using secure mail. Facilities and field offices
must immediately discontinue making and retaining copies or original Form 1-9s. The facility and
field offices must immediately send all existing Form 1-9s to ES for filing or destroying.

(F & A Recommendation #11) Monitor Form 1-9s and address errors with facility and field office
personnel responsible for Form 1-9s. New employees who fail to produce the required
documentation within three days of starting employment must be dismissed immediately, per
federal requirement.

Equal Employment Opportunity (EEO)Forms EEO forms are in the new hire packets given to new
employees by personnel coordinators in all facilities and field offices. If the EEO Form is not completed
by the employee the HR Assistant contacts the personnel contact and asks them to do a visual
identification. Note: the visual assessment should be done by the employee’s manager.

The review team is concerned about security of the EEO forms as ES receives some EEO forms from
facilities and field offices through non-secure transport. Sometimes EEO forms are faxed to ES and the
original kept at the facility or field office. EEO forms are maintained at ES inappropriately in individual
employee personnel files.

(F & A Recommendation #12) Train facility and field office personnel to complete EEO Forms
accurately. Train managers to make visual assessment for employees declining to complete EEO
Forms.

(F & A Recommendation #13) Ensure that original EEO forms are sent to ES using proper
confidential document transportation protocol. Do not keep copies at facilities and field offices. All
copies must be shredded.

(F & A Recommendation #14) Keep EEO Self-ldentification forms in a separate file from the
personnel file.

Donated and Hardship Leave — Process and Filing HRA 3 staff receive requests for donated and
hardship leave and confirm employees qualify. The ES Manager or the PEM D send an OYA-wide
notice of requests. Requests are in the medical files.
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Resignations — Process and Final Paychecks ES receives a personnel action (PA) from personnel
coordinators in the facility and field offices indicating an employee has resigned. The PA goes to an HR
Assistant for processing. The HR Assistant sends out an exit survey upon receipt of notice of
termination. Managers are generally good about giving advance notice and getting final paychecks prior
to separation date.

Audit Report Each month DAS sends OY A an audit report of the personnel database. OYA is expected
to read the report and take any required action. The team reviewed the most current DAS personnel
database system audit report for OY A. Most of the audit notations were explained with appropriate
documentation on file. Some were not. An HR Assistant receives the audit report but does not distribute
it to the HRA 3s. The HR Assistant follows an internal instruction sheet for processing actions outlined
on the audit. The team noted that some instructions are outdated. The review team noted the HR
Assistant has an unnecessary practice of ending trail service manually when the system automatically
ends trial service.

(F & A Recommendation #15) Review the internal instruction sheet used to address audits and
make adjustments as database codes change. For example, the audit sheet lists an “H” code. The
“H” code is no longer used.

(F & A Recommendation #16) HRA 3s to read the audit reports for their assigned areas to correct
or investigate any discrepancies in employee appointments, salary errors and other actions taken
outside of policy requirements. The HRA 3 can compare audit findings to the historical personnel
database record to help make accurate corrections as needed.

(F & A Recommendation #17) Discontinue manually changing trial service end dates. This is an
unnecessary workload and can be eliminated. The PPDB system adjusts trial service endings
automatically. Seasonal appointments are the exception.

Past Audits The review team looked at past reports of OYA from the DAS Audits Unit since September
2005. There were four. Two audits covered work-out-of-class (WOC) and lead work assignments. The
finding was OYA did not send a letter to employee establishing WOC. One audit covered direct
appointments. No corrective action was needed. The last covered position descriptions and performance
appraisals. OY A was advised to update position descriptions on two managers and a performance
appraisal on one manager. Overall, the OYA audits of human resource functions have been good. No
comparison or recommendation follows.

Summary The review team makes 17 recommendations with the majority addressing the safety and
security of files. Failure to follow the recommendations for safe transport and security of files will
increase OYA’s exposure to employee information being inappropriately revealed, in violation of statute
and state policy.

IX. HUMAN RESOURCE POLICIES
OYA has a central coordinator for all policies. Internally policy is created by a committee of subject

matter experts and the coordinator. ES staff participate when a policy is Human Resource-related. The
Safety Specialist 2 does not participate in writing OY A safety policy.
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OYA refers to DAS statewide policy as a reference. The DAS statewide policies are in a hot link in the
reference section of the OYA policies. The policy is rewritten as an OYA policy. This seems to be an
unnecessary expenditure of time.

Where there is a DAS statewide policy, all Executive Branch agencies are expected to follow the policy
for consistency sake. If the policy is clearly marked a model policy an agency may create a different
policy. (Policy Recommendation #1) Link directly to required DAS statewide polices rather than
referring to them as a reference. OYA can create additional policies that outline OYA'’s
procedures.

(Policy Recommendation #2) Give the Safety Specialist 2 a primary role in safety-related policy
development.

Summary Two recommendations are offered by the review team. Following the recommendations will
help OY A comply with policy requirements, reduce unnecessary workload, and create better safety
policy by having a subject matter expert help create policy.

X. HUMAN RESOURCE TRAINING

New Employee Training New employee training is provided by the Training Unit. New employee
orientation classes are held seven times per year. The training is four weeks. The first week is required
for all new employees. Subsequent weeks are confined to employees working directly with or having
contact with the youth. Human resource-related training in week one includes Harassment and Violence
Free Workplace, Principles of Conduct, and Ethics and Standards.

(Training Recommendation #1) Add information about domestic violence and Family and Medical
Leave to new employee training.

(Training Recommendation #2) ES staff be present for or conduct any HR-related training. This
lends subject matter expertise and lets new staff meet ES staff.

Policy Training Training on all OY A policies, including human resource-related policies, occur through
DVD, CD, videos or power point presentations. A facilitator’s guide or booklet and a training packet are
sent to the facilities and field offices quarterly. Included are instructions as to whom the policy training
applies and a signature sheet. The schedule is created several months in advance. Unscheduled policies
requiring training are added to the existing schedule. Though signature sheets are sent to the training
coordinator of each facility or field office, there is no monitoring to determine if all employees receive
required training.

The policy dissemination method used is practical and useful and has received positive feedback from
trainees. (Training Recommendation #3) ES staff review training materials related to human
resource-type policies prior to being sent to staff by the Training Unit. As noted above, there is not
an accountability system to ensure all employees receive policy training. (Training Recommendation
#4) ES to work with the Training Unit to establish a system that ensures all staff receive
appropriate training in human resource-related policies. OY A may wish to address this issue for
all policies.
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Leadership and Supervisory Training OYA’s recent history of supervisor training was included 12
classes that supervisors were required to attend within two years of hire. Though required, managers did
not always attend the training. Workload prevented ES staff from assisting. A leadership program for
managers was recently developed by the training manager. The leadership training will be taught two to
three times per year. The classes are taught by subject matter experts from BOLI, DAS Labor Relations,
DAS Training unit and some OY A experts. The training will be required by policy. The training is
similar to the former supervisor training and includes:

Legal Hiring Assessing your Supervisor Skills

Leave Laws in Oregon Documentation, Discipline and Discharge
Preventing Workplace Harassment Performance Appraisals

Position Descriptions Labor Relations

Safety and Ergonomics
Accounting, Budgeting and Contract Administration

(Training Recommendation #5) ES staff be present for or ideally lead human resource-related
training. ES staff as subject matter experts, can offer practical guidance and answer supervisor’s
guestions in real time. The training manager indicated the human resource-related classes need solid
information and lesson plans. ES participation is critical in that respect.

Other training is not formalized such as completing time sheets or how to approve time off. Ideally,
managers should have this training prior to assuming the responsibility of a supervisor. (Training
Recommendation #6) ES staff coach diligently new managers in human resource-related issues. A
lot of coaching is currently in process but given the ES staff’s workload, it is reasonable to assume not a
lot of time can be devoted to each manager.

(Training Recommendation #7) ES staff to teach a supervisory management class similar to one
that the Department of Human Resource Service Division teaches called “The Essentials of
Human Resource Management.”

Training Recordkeeping Training records are kept in a computer program that only recognizes
permanent employees and the records only date back to 2004. Class rosters are saved and managers keep
training records for temporary employees, teachers and volunteers.

(Training Recommendation #8) Develop a system to ensure documentation of required human
resource-related training. This is an OYA-wide issue. It is not exclusive to ES.

Summary The review team makes eight recommendations most in relation to ES’s participation in
training. Human resource-related training is lacking among managers and it is critical that ES be
involved. ES provided training will increase manager’s knowledge of basic human-resource procedures,
cut down on complaints, problems with employees, grievances and potential lawsuits.
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Appendix A
Recommended Organizaﬁnn Chart for OYA Employee Services
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Appendix B

Recommended Duty Structure for OYA Employee Services

Principal Executive Manager D (1 FTE)

HR Analyst 3s (5 FTE)

Report to ES Manager

Assistant ES Manager

Supervise HRA 2-level positions and
below

Coordinate ES functions

Train

Assign work

Monitor performance

Triage complaints received and assign
appropriate person to take corrective action
where needed

Analyze complaints for patterns and
recommend agency-wide prevention or
remedial actions that need to occur
Provide guidance to HRA 3s in the absence
of the ES Manager

Report to ES Manager

Indirectly report to PEM D

Investigate and respond to grievances and
other complaints

Work closely with PSO, law enforcement
and DOJ when necessary

Address situations where an employee is
duty stationed at home

Coach and train managers to prevent
employment, legal and behavior problems
Train managers to make good hiring
decisions

Review DAS personnel database audit
report to correct or investigate
discrepancies

HR Analyst 2 (1 FTE)

HR Analyst 2 (1 FTE)

Report to PEM D

Function as Recruitment Manager

Provide quick turn around on recruitments
Manage recruitment backlog

Oversee recruitments running continuously
Manage recruitments requiring more in
depth analysis and time

Provide in-depth training and guidance to
managers on recruitment and selection
Actively recruit potential employees
through participation in career fairs
Analyze and update OYA’s current
recruitment strategies to search the state or
country for viable candidates

Give direction to one HR Assistant for
clerical support

Cross-train in classification work

Perform developmental HRA 3-level work
for succession planning purposes

Report to PEM D

Function as Classification Analyst

Work closely with OY A administration and
DAS in agency position management
Work with managers in understanding their
role in the process and provide training,
such as writing accurate position
descriptions

Clear backlog of positions awaiting review
Assist DAS with review of all positions in
preparation for changes in the classification
and compensation system

Cross-train in recruitment work

Perform developmental HRA 3-level work
for succession planning purposes
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HR Analyst 1 (.5 FTE)

HR Assistant (1 FTE)

Report to PEM D

Create and maintain accurate, written
procedures for human resource-related
functions

Continuously monitor processes for
compliance

Work with facilities and field offices on
HR-related procedures

Centralize Federal FMLA and OFLA
administration

Perform minimal developmental HRA 2-
level work for succession planning
purposes

Report to PEM D

Take direction from HRA 2 (Recruitment
Manager)

Provide clerical support for recruitment
Collect applications

Enter applicant data

Arrange and track applicant drug tests and
criminal history checks

Assist with career fairs

Perform minimal developmental HRA 1-
level work for succession planning
purposes

HR Assistant (1 FTE)

Executive Support Specialist 1 (1 FTE)

e Reportto PEM D

e Provide support for Employee Services
as a whole

e Receive personnel action requests and
enter data into the statewide database

e Respond to employment verification
requests and unemployment forms

e Consult with the HRA 3s for
questionable personnel action requests

e Distribute copies of the DAS personnel
database audit report to the HRA 3s to
address findings

e Make corrections to the database at the
request of the HRA 3

e Perform minimal developmental HRA
1-level work for succession planning
purposes

e Report to ES Manager

e Function as a confidential secretary to
the ES manager

e Type correspondence

e Utilize the data base used by the PSO
office to maintain complaint and
grievance information

e Assist the ES manager with collective
bargaining

e Write and maintain the agency’s
Affirmative Action plan

e Work closely with the Recruitment
Manager on affirmative action goals

e Perform minimal developmental HR
Assistant-level work for succession
planning purposes
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Office Specialist 2 (1 FTE)

Safety Specialist 2 (2 FTE)

Report to the PEM D

Support all functions of ES including
typing correspondence and processing
records

Maintain the personnel and medical file
according to statewide and OYA policy
and archiving rules

Respond to inquiries from employees
and the public about specific HR
related information and services
Directing inquiries as necessary
Explain or clarify non-complex HR
processes and procedures

Perform minimal developmental ESS
1-level work for succession planning
purposes

Report to the Employee Services
manager

Create and manage an effective and
efficient agency safety program as the
leader in safety management

Write safety plans and assessments in
accordance with Oregon OSHA
requirements

Manage the workers’ compensation
claim process

Develop and implement prevention
strategies

Provide prevention and other training in
facility and field offices

Conduct safety inspections
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